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ABSTRACT
In this thesis, I develop a business plan for a frozen food company (Chiwate) that will operate in
Morocco. Until very recently, the frozen food product-line in Morocco was very restricted. However,
recent demographic and legal changes are very likely to result in huge changes in the industry in the
upcoming years. Chiwate's objective is to benefit from this change and to establish a strong brand in the
sector, and in particular in the niche of traditional Moroccan frozen food.
The business plan is structured in five main sections. In the first part, I detail the market opportunity for
the company through an analysis of the recent changes and the market growth, the needs of the target
customers, as well as the competitors' positioning. I then focus on the operational issues, which are
product development and manufacturing. I also develop the marketing and sales strategy of Chiwate,
including the sales tactics, the choice of the distribution channels the hiring plan for the first few years.
The last section of the business plan presents the financial projections along with the assumptions on
which the forecasts are based.
Thesis Supervisor: Matt Marx
Title: Assistant Professor of Technological Innovation, Entrepreneurship, and Strategic Management
Means "delicious dishes" in Arabic
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Executive summary
Recent and current changes in Moroccan society are impacting the food industry sector. New
constraints, such as the schooling of girls and the increase of women' labor force participation rate
are modifying people's behavior, including their eating habits. The frozen food industry has known
high growth for the past few years and this growth is expected to continue. Many predict that
Morocco will follow the path of developed countries as regard to their eating habits. It is therefore
very likely that frozen food will have a higher share in Moroccan meals. Our objective is to benefit
from this growth. More precisely, we plan to focus on the traditional dishes niche.
Market opportunity
The frozen food market was worth 565 million dirhams (MMAD) in 2010 and the market is highly
fragmented. While a few stores offered frozen food a decade ago, they all do today and the product
range is expending at an incredible rate. More precisely, the market has been growing at an average
rate of 20% in 2008 and 2009, and is expected to show continued growth in 2011 and beyond at
about the same pace, 17% (in volume). Early 2011, a first player entered the meal substitution
market, confirming the attractiveness of the market. However, we will still have a first-mover
advantage in the Moroccan frozen food segment.
We plan to concentrate our efforts on the two biggest cities Casablanca and Rabat (60 miles apart,
center-to-center), where the rate of adult paid-employment is higher and the size of the high-income
population bigger. The total target market size represents 500 thousands people.
There are several reasons why we believe that this is a great opportunity. First, the demographic
changes observed in those two cities imply that women will have less and less time to cook,
especially time-consuming traditional cuisine. Additionally, traditional food remains an important
part of the daily meals (at least one meal per day is traditional) and most of the people would not
consider adopting the occidental diet. However, there is no player in the market that could supply
this rising demand, which adds to the attractiveness of the market. Finally, the margins are higher in
the prepared meals industry than in the rest of the food industry.
Product description
Our products will be sold in the frozen food section of the grocery stores. In the first year, we will
launch only two products and outsource the production to keep costs down while building our own
producing facilities. Starting from Year 2 (second half), we will have four products and realize
economies of scale since all four will use many common ingredients. Those products are the most
popular based on the interviews/survey we did. We will offer different product sizes for each
product and launch two new products in Year 5.
Sales and marketing strategy:
Because of the limited resources available, we will focus our efforts on in-store promotion, which
gives a higher visibility to the brand and the opportunity to overcome clients' concern about quality
and taste. These in-store promotions will always include tastings. We will also rely on a salesperson
(initially Leila MIRI, co-founder) to develop the relationships with the grocery stores and sell our
products to them. In order to enhance our chances of success, free samples will be provided to
grocery store chains to test the interest of the end consumers.
Creating a strong brand image is necessary to distinguish our offer from what is currently available
and most importantly for future competition in the segment we are targeting. It is therefore essential
to get there before any other player to benefit from a first-mover advantage in this niche.
Financial forecasts
By Year 4, we will be able to capture 10% of the 500k -market (number of customers) as defined
earlier, with a per persona consumption of 5 products per year 2. Economies of scale and scope will
enable Chiwate to attain a 42% margin-level the same year. Sustainable positive cash flow is
estimated to begin in the second quarter of Year 2. Cumulative cash-flow breakeven will occur in
the first half of Year 4. The product pricing and volume are the two crucial parameters that can
affect our cash flows significantly.
Financial needs
At the outset, the company will be divided between the two founders (75% Leila, 25% Salima).
We hope to raise 1,500,000 MAD through the contributions of the founders, friends, and family.
We will take out an initial bank loan of 500,000 MAD for the purchase of capital equipment and the
launch of the activities during the first year. Additionally, we expect to find 1,700,000 MAD
2 These assumptions are based on the market study (survey and interview) done by the Chiwate
team
additional funding by Year 2, which will bring us to the generation of positive cash-flow. We will
reach out to private investors and current players in the frozen food market to obtain it.
Management Team
Leila Miri is a graduate student of MIT Sloan, pursuing a Master of Science in Management
Studies as a part of her education at HEC Paris. She worked in 2010 as an intern at Boston
Consulting Group and Deloitte, dealing with strategic and operational issues. She interned in a
newly created department within Amundi where she took care of the communication aspects as well
as the marketing side of the Exchanged Traded Funds business. She is used to the startup
configuration and has a generalist background, which will be helpful when she takes care of those
aspects at Chiwate.
Salima Rami is a graduate student at University of South Florida pursuing an MS in Engineering
Management. She has a bachelor's degree in Industrial Engineering. In her capstone class, she
created a startup that redesigned, optimized and manufactured a new product. She also came up with
a strong business plan to market the product. Being an industrial engineer has given her a strong
technical background, while studying engineering management has taught her great managerial
skills.
Advisory board
Abderahmane Boughaleb worked in the Private Equity department of a major bank in Morocco.
He currently works in a startup in the agriculture and food sector. Abderahmane has a good
knowledge of the financing opportunities in the food industry. As a former PE, he knows quite well
what are the funding requirements for a venture like ours. He also benefits from a good network in
the food industry.
Amine Achour worked as a Project Manager in the Minister of Agriculture. Amine created his
own agriculture company. The company firstly focused on grapes, but recently started cultivating
dates. Amine holds an MBA and managed several companies in the Services field.
Market Analysis
Demographic and market changes in Morocco
Two main demographic changes affect the processed frozen food market. The most important one
3is the growing rate of working women3
Because one income is not enough for many middle and high-class households who aspire to a
better life standard, working women is nowadays a "common phenomenon." Whereas most families
used to have maids who took care of their houses and cook for them, it is more and more difficult to
find someone who would accept such a position 4. Jobs at plants or in call centers (for the most
educated) are far more attractive. This is especially true since the jobs as maids are not legal and do
not give any social rights 5.
The effort made by the government to school young girls also explains this trend toward less maid
offer. Financial help was provided to poor families to help them send their daughters to school6 . This
program started four years ago. Nowadays, families are less inclined to send their eight-year-old
daughter to the cities to work as maids, while it was totally accepted few years ago.
What's more, the wages, which used to be very low, are increasing and fewer families can afford
having a maid. Even when they do, they generally neither have enough space nor want to have the
maid around 24 hours a day. Indeed, while it used to be the norm having the maid sleep at the
employer's place, today young couples rarely accept having someone at their places, especially since
they live in smaller apartments.
3 Source: Morocco- Exporter Guide Annual (09/2009), M09015, USDA Foreign Agricultural
services
4 Based on first hand research (no data available, the jobs are not legal)
5 Source: http://www.telquel-online.com/364/magl 364.shtml
Currently there is no specific law for house-workers. There has been a project for such a law since
2005. The article highlights the problems faced by those maids (example of two foreign workers-
then description of the general situation)
6 Source: http://www.marocfemme.net/Femme-Maroc/scolarisation-des-filles-rurales-entre-
engagements-et-contraintes/ and http://www.bladi.net/maroc-la-scolarisation-des-filles-un-defi-a-
relever.html - The articles outline the different initiatives taken by the different associations in
Morocco, supported by the program initiated in 2008 for schooling of young girls in the countryside
These trends have resulted in an increase of the demand for maids and a decrease of the offer. It is
therefore very likely that Moroccans will follow the European and American trend and eat more and
more ready meals, which makes the market very promising7.
Market sizing, current and future trends
> Current and future trends in the frozen food market
The frozen food market was worth 565 million dirhams (MMAD) in 2010 and the market is highly
fragmented. While a few stores offered frozen food a decade ago, they all do today and the product
range is expending at an incredible rate. More precisely, the market has been growing at an average
rate of 20% in 2008 and 2009, and is expected to show continued growth in 2011 and beyond at
about the same pace, 17% (in volume)
During the last years, several new companies have entered the market, participating in the increase
of the number of products offered as well as to the diversification of the frozen food market. While
the sales of frozen ready meals were equal to 3 MMAD in 2005, they are equal to 15MMAD in
2010. This growth can be explained by the decrease of the price of the products, which used to be
overpriced due to their high import costs. However, the main driver of this growth seems to be the
demographic changes outlined in the previous section since the prices are still high. As we can see in
Exhibit 1, an "imported" pizza or ready meal (for one person) is priced around 35MAD, its price if
ordered from the nearest pizza restaurant. Since the order can be placed at any time, there are few
incentives to buy frozen products from the grocery store.
Moroccan food is however not available for delivery. It is prepared at home, ordered ahead of time
and picked up if a large quantity is required or bought fresh at a caterer's store in a small quantity
(when still available). The objective of Chiwate is not competing against the current players
(caterers) but instead answering a new growing need created by the demographic changes described
earlier.
7 Source: Morocco- Exporter Guide Annual (09/2009), M09015, USDA Foreign Agricultural services
8 Source: Euromonitor international from trade sources/national statistics, 2010. "Frozen Processed Food
- Morocco" report
Figure 1: Evolution of the market size per product type (MMAD)
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Source: Euromonitor international from trade sources/national statistics, 2010. "Frozen Processed Food -Morocco" report
The bulk of frozen processed fish and seafood products are sold to professionals (restaurants), who
are not our target customer. Indeed, professionals rarely buy sales of frozen meat or poultry, since
they have an easy access to fresh products (as opposed to fish and seafood which are not available
all the time). We can thus distinguish between two main segments, with the following sizes in 2010:
Figure 2: Segments of the frozen food sector (MMAD)
2010
NmEnd consumer
Figure given in million dirhams (MMAD)
Source: Euromonitor international from trade sources/national statistics, 2010. "Frozen Processed Food - Morocco" report
According to IWASHII, a player positioned in both markets, the professional market is highly
competitive and margins are small, while the end consumer's market is very dynamic and has a high
growth rate and higher margins9. Our positioning in the end consumer market, with ready meals,
therefore makes more sense.
Until very recently, products manufactured in Morocco did not include meal substitution. It
consisted of meat or fish that had to be included in a home-prepared meal. This year, one new actor
launched frozen lasagna. There is indeed a positive trend towards a rise in demand for semi-finished
and finished products, as well as high added value frozen goods. IWASHlI, which is a brand created
in 2007 and currently well recognized, believes that "frozen foods are clearly not meal substitutions
in Moroccan households but they are called to become so in the near future."
Talking with people working in the food sector in Morocco has also clearly confirmed that the
frozen food sector, in general, and the substitution meals in particular are very promising.
> Target-market size
The frozen food market is located in the main Moroccan cities, and more especially in the
Casablanca-Rabat axis (100km long). The targeted customers are high-income people, as defined by
the Haut Commissariat au Plan'0 (HCP). The current market is restricted to very high income, but is
extending to the high-income group thanks to the decrease of the products price.
In order to maintain reasonable margins for Chiwate and to sustain our marketing effort to build a
strong brand, we have decided that it made more sense to target the high-income population in the
first 5 years of activity.
According to the HCP, 13% of the total population in Morocco belongs to the high-income group.
This population is mainly located in big cities. In order to calculate the total number of high-income
people, we will suppose that the rate is of 30% in the 10 biggest cities.
9 Source: Based on the interviews realized on the December 2nd, 2010 with IWASHII
10 High-income group is defined by the HCP, planning entity in Morocco, as people who earn more than
7,000 MAD per month
Table 1: High-income population of the 10 major Moroccan cities (K#)
City High income population (thousands people)
Casablanca 900
Rabat 420
Fez 234
Marrakech 225
Oujda 204
Agadir 165
Meknes 159
Tangier 159
Source: Based on the previous hypotheses and studentsoftheworld. info
www.studentsoftheworld.info/informations_pays.php?Pays=MA4R&Opt=population
The total number of rich people is thus 2.5 million in those eight major cities.
Because we will focus on the two major cities in the first phase, the target market size will be 1.3
million people, which is more than half of the total market.
Among this group, working couples, single working men and working women living on their own
is our target. Students can also be considered as a potential customer, especially since their buy-in
would contribute to a higher extend to the change of eating habits. If we consider this population
only, the market size should be around one million in total and half a million for the two targeted
cities" (Rabat and Casablanca attract the young professionals because of the nature of the jobs
offered).
" Source: http://www.leconomiste.com/print article.html?a=14922
Rabat and Casablanca have the highest rate of working population in morocco and has a high percentage
of employees (middle to high income class).
Attractiveness of the Moroccan frozen food miche
There are several reasons why we believe that entering the Moroccan Frozen Food sector is a great
opportunity. First, the demographic changes observed in Morocco imply that women will have less
to prepare the time-consuming cuisine. They will probably start looking for alternative solutions that
enable them to save time while still maintaining a good diet. History has proven that frozen food is a
great alternative for busy professionals. However, because of the particularity of the Moroccan
society, the product offerings cannot be limited to occidental ready meals such as pizza and lasagnas
but should include traditional Moroccan dishes such as Tajines and Couscous.
Indeed, traditional food remains an important part of the daily meal of a Moroccan citizen. In most
families, at least one meal per day is traditional and most of the people would not consider adopting
exclusively an occidental diet. The importance of traditional dishes is deeply embedded into the
culture, to the point where it is emphasized by TV programs. In fact, the majority of the cooking
programs available present traditional dishes from different regions of the country.
Nevertheless, there is no player in the market that could supply this rising demand. Thus we don't
have any competition as of right now since, as discussed earlier, local players only supply semi-
finished frozen products while imported frozen goods available are of an occidental background.
Other solutions include buying from caterers but not all the dishes are available for sale, especially
the Tajines, which are the most consumed lunch and dinner dishes. Additionally, these products
cannot be stored for a long time and have to be consumed almost immediately. By entering this
market, Chiwate would therefore benefit from a first mover advantage and answer a rising demand.
Description of target customer
The following description is based on the survey conducted Demographics and details can be
found in Exhibit 3. The survey results were confirmed by the end consumer interviews, which
summary is in Exhibit 4.
The convenience and easiness to use (65%) and the time saving (80%) are the main motivations
behind the purchase of frozen food. Brand is also an important factor in the decision process. While
price is still a criterion, it is not the' 2 #1 concern. Because the market is still at the embryonic level,
it is possible for many actors to impose themselves as strong brands in the market. The recent
changes described in the competition section and appendices attest of the easiness to build a strong
brand. IWASHI, one of the new players in the market, assures that they managed to build strong
brand-recognition among the processed frozen food clients, in a few years only (based on informal
interviews).
Among the people who do not buy frozen products, a majority (80%) complains about the quality
and the small choice set (30%). 86% say they would consider buying frozen food if the quality were
better, 43% if they had a greater choice of product and 21% if the prices were lower.
Chiwate should thus target segment two, four and five (as defined below) and offer a large array of
products, convenient to use, while still affordable.
Source: Based on the interviews realized on the December 2nd 2010 with IWASHII
Table 2: Client segmentation and description
Cluster Gender Current purchase Buying patterns Satisfaction Potential interest in our
product
1 Both No - Quality No, quality issues
2 Both No - Variety Yes, all products
Selection of products + Time savings
3 Woman Yes (probably the same every time) No
because of their convenience + Prces
4 Woman Yes, high variety Prepared dishes + Easiness to use Yes, pastillas, and particularly
+ Prices seafood pastillas
5 Majority of men Yes, high variety Regular purchase: more than + Prices (weights the price Yes, chicken pastillas & strong
once every 2 weeks against the other factors) interest for tajmes
+ satisfied/ - not satisfied
I ..... . ........................ ...... ....  ...
Competition
Exhibit 5 displays the main players in the frozen food market in Morocco. It is a fragmented
market where the leader, Amandine, has only 16% market-share. An increasing number of locally
and imported brands enter the market each year. One of the new entrants in 2009 is Carrefour,
whose products are imported. They are mainly sold in Label Vie and in the Carrefour grocery store
(one store, opened around 2008). The recent evolution in the market confirms the easiness for new
players to impose themselves. Indeed, the market environment has known radical changes since
2007. Fisher King, which used to be the market leader (imported goods), lost half of its market
share, while Amandine gained market share thanks to its local products.
New products are launched at a higher frequency than before. Although seafood/fish and French
fries still dominate the market, more red meat, vegetables and poultry are sold. Ready (imported)
meals have seen their sales double from 2008 to 2009. Nevertheless, the volumes are still low, as
retail prices are an obstacle for the consumer. Religious matters, such as non-conform meat, also
explain the low levels'.
In 2010, the sales segmentation was identical to that of 2005 (with 80% fish/seafood and 20%
rest), which proves that the sales of all frozen food categories are growing at the same pace. While
market leaders control the seafood fish market, the new segments attract new players such as
Contimax with its TAM brand.
Exhibits 6 to 8 present the company profiles of the three market leaders in 2009: Amandine SA
(Exhibit 6), Hafsa Samac (Exhibit 7) and Mydibel (Exhibit 8).
13 Muslims can only eat "halal" meat. The vast majority of the imported products are not in conformity
with this law, which limits the number of the potential customers.
Product and Manufacturing
Product description and value proposition
Chiwate's dishes will be sold in the frozen food section of the grocery stores: The customer will
take the products home and store them in the freezer. The dishes will be heated in the microwave or
on the stove. If it is a tajine, the sauce has to be mixed with the rest of the dish before serving.
We will have a first-mover advantage in the specific segment of Moroccan frozen dishes. It is
therefore essential to distinguish our offer from what is currently available, which are occidental
ready meals or semi-finished products. This will help us create a strong brand name for Chiwate (see
sales and marketing section), which will be a strong competitive advantage when new players enter
our niche market.
We will launch only two products in the first year. This will enable us to keep costs down while
building our production facility. In the second half of Year 2, we will launch two additional
products. This strategy will enable us to obtain economies of scale in our new production facility
since the four products use many common ingredients and require similar know-how.
During Year 3 and Year 4, Chiwate will focus on decreasing its costs and increasing the awareness
of the brand. A broader market channel will be necessary, and therefore one of the major tactics will
be to convince the remaining grocery store chains as well as the small convenience stores to carry
our products. The objective is to build a strong competitive advantage, low-cost production, to
compete against new entrants, and more specifically against the current players of the semi-finished
market. During Year 4, we will also prepare the launch of one new product early Year 5 and one in
the second half of the same year. The success of the tajines launched will determine the selection of
products that will be launched later. Starting from Year 5, Chiwate will also consider introducing
different sizes for some of our products as well as launching two new products. Both of these
strategies will help us increase our brand image and develop loyalty among its clients.
Product choice and timeline
Based on the first-hand market research, seafood pastilla is the most popular dish, along with peas
and meat and chicken tajines. In order to satisfy the highest number of clients and segments (as
defined in the target population section), it makes more sense to have one type of tajine and one type
of pastilla. The first products will be seafood pastilla and peas and meat tajine (because they require
longer preparation time).
In terms of size, this research showed that the individual pastillas and 2-3 person tajines are the
most popular.
Figure 3: Product launch schedule
- Tajine with chicken and olives
- Pastilla with chicken
Ye
ajine with peas and meat
- Pastilla with fish and sea food
-Based on the success of previous
products, Chiwates will 1unch at least
2 new products
- New sizes for existing products
The products we have chosen are among the most popular, the most difficult to prepare, and the
most time-consuming dishes.
For example, in order to prepare a tajine with peas and beef, one has to buy fresh peas, peel them
and wait at least one hour before the tajine is cooked. All included, preparing this type of dish takes
up to three hours, which are long hours that young professionals cannot afford to spend on cooking
if they are working full time (especially since men in Morocco rarely cook or do any of the chores).
As regards to pastillas, people usually serve them to guests as a first dish or appetizers or have
them for dinner when they do not want to cook (if they are already prepared).
Pricing
Seafood Pastilla: Almost 50% of the respondents are interested in this product, either in an
individual packaging or 2-3 person portions. More than 60% are willing to pay more than
25MAD for an individual portion. Therefore it makes sense to price it at 30MAD for each
individual portion during the first years, and drop the price to 25MAD when the costs decrease
and the competition arises.
* Chicken Pastilla: 30% of the respondents would buy this product if it were available. However,
53% would not pay more than 25dh for each individual portion. Chiwate will thus price
individual portion at 23MAD.This product will not be introduced until Year 2 to avoid the
cannibalization of the seafood pastilla sales.
* Peas Tajine: 25% of respondents are interested in this product and more than 60% of them are
willing to pay more than 50MAD for a five-person size. Chiwate will thus price a 2-3 portion-
size 40MAD.
* Chicken Tajine: The willingness to pay is lower for this product. 60% of the respondents would
not purchase the product if its price were higher than 50MAD for four to five people. Chiwate
will launch this product in Year 2, when it can benefit from economies of scale, especially with
the chicken pastillas. Chiwate will price a 2-3 portion-size at 40MAD and rely mainly on the
40% that are willing to pay more than 50MAD.
Table 3: Product pricing (MAD)
Price Year 1 Year 2 Year 3 Year 4
Tajine with chicken and olives (2-3 persons) - 40 38 38
4 Fish pastilla (1 person) 120 120 110 110
Table given in dirhams (MAD)
Figure 4: Gross margin per product (in MAD and %)
(Based on the pricing policy and the costs of Year 2)
100%
90%
80% 0
70%
60%
40% - - Gross margin
30%
30% ft Cost
20%
10%
0%
Tajine with Tajine with 4 Chicken 4 Fish
peas and chicken and pastillas pastillas
beef olives
Figure given in dirhams (MAD)
Manufacturing
The preparation of these dishes will be outsourced during the first year, in order to decrease the
initial investments and to have a possible exit strategy after the first year. We will sign a contract
with a caterer in the Rabat area. We have elected two potential candidates. Both have a high variety
of products, high volumes and low prices. In this way, Chiwate could focus during the first year on
building a strong brand and position it against the other frozen food brands. Chiwate will bear the
financial and commercial risk of such a relationship. Chiwate will thus have to pay the caterer on a
regular basis and carry the inventory. Indeed, the caterer will not accept bearing such a risk without
having a higher control over the commercial relationship with the grocery stores and the end
customer. However, one can easily imagine a situation where the orders are made on a weekly or bi-
weekly basis reducing the risks for Chiwate. In fact, the caterers do their grocery shopping more
than once a week and have the possibility to recruit an assistant cook on a daily basis' 4. Weekly
orders can therefore be an option to decrease our risk while still keeping a good relationship with our
supplier.
14 This is a situation that the caterer has to face several times a year during holidays as well as
during the month of Ramadan. The orders are usually more than three times higher than average and
by increasing the personnel.
The following steps need to be completed during the first year, and condition the launch of the first
products:
v' Have the caterer's cook, in collaboration with the nutritionist and the industrial engineer, define
the recipe (to make sure we can manufacture the dishes ourselves later)
Contact and sell the product to grocery chains
Find a location for the production facility (functional in Year 2) and buy the equipment
Recruit a cook and the necessary support staff for the second year and beyond
In order to accomplish these steps, Chiwate has to face the following monthly costs:
Table 4: Cost of goods sold (KMAD)
COGS breakdowi I ~a2~
Cost of ingredients 307 2,537 5,484 9,458
Cost of ingredients - Seafood pastilla 237 1,650 3,385 5,726
Cost of ingredients - Tajine w/ peas 70 480 720 1,482
Cost of ingredients - Chicken pastilla - 307 1,014 1,485
Cost of ingredients - Tajine w/ chicken - 100 365 765
Cost of manufacturing (labor) 12 227 318 458
Cost of Transportation 22 48 50 52
Table given in thousand dirhams (KMAD)
The cost breakdown of labor is shown in the finance section. See the hiring plan section for more
details on each function.
Sales and Marketing
Chiwate will first target grocery stores within the two major areas of Morocco: Rabat and
Casablanca. This will be the trial period for the company, since grocery stores are not likely to
nationally distribute the product during the first years.
Sales tactics
In order to promote the product, free samples will be given to store managers. The objective is to
have them taste the product and run their in-house tests. The first four months will be dedicated to
developing the product, while the next four months will be used to go through the long approval
process of the grocery store chains. Thus, no sales are expected during the first eight months.
One of the two founders, Leila MIRI, will hold the salesperson position during the first year.
Starting from Year 2, one salesperson will be responsible for marketing and managing the
relationships with the four main grocery chains.
Once a grocery store chooses to carry the product, B2C marketing will be necessary to promote
the Chiwate products to the end consumers.
Advertisement and promotion
The players in the frozen food market use advertising (national TV and street posters) as well as
in-store promotions. However, the major marketing tools that affect the buyer's decision are the
tastings organized in retail stores by ambassadors dressed and equipped with the brand colors. The
ambassadors are usually paid the minimum wage and are not required to have any qualifications
besides being able to speak Arabic and French (middle school level).
Chiwate plans to focus on in-store tastings during the first two years (schedule below).
Figure 5: In-store marketing schedule for years 1 and 2
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Here are our unit and cost estimates for these events:
Table 5: In-store tasting event (units and KMAD)
YearI Year2 Year3 Year4
Tajine (pe andlef) 2 persons 00
Tajine (chicken and olives) for 2-3 persons 0 550 300 300
4 individual fish pastilla 800 400 300 300
Table given in units
Year 1 Year2 Year 3 Year4
iaf Ss# AWA 9W~lWMilME
Tajine (chicken and olives) for 2-3 persons 0 10 5 5
4 individual fish pastilla 72 32 23 20
Labor 40 28 15 15
Table given in thousand dirhams (KMAD)
Advertisement on national TV and radio will not be considered before Year 4 because of the high
cost. We will however use billboards occasionally. Online marketing will also be used since the
targeted customer is usually familiar with social networks and other websites. Partnerships with
online grocery stores will be a good marketing and distribution means, although the online shopping
has not yet seen its takeoff in Morocco (few people use credit/debit cards or trust internet websites
for their banking transactions). Chiwate will link its website to online grocery stores for online sales,
but will focus more on displaying the information about the product's origin and quality, as well as a
list of the grocery stores carrying Chiwate's products. Chiwate's team will be very dynamic in
forums, providing recipes and healthy eating information. A Facebook page will be created in order
to market to the increasing number of people connected through social media.
The following table summarizes the marketing costs (assumption of ten boxes per day for the
tastings):
Table 6: Marketing costs (KMAD)
Marketing cost breakdown Year 1 Year 2 Year 3 Year 4
Website 30 10 10 10
Advertising - - 50 100
Travel 10 10 20 20
Free trials (DIST) 30 50 10 10
Tastings 212 163 94 89
Total 282 233 18~~229
Table given in thousand dirhams (KMAD)
Discount policy
No price discount will be granted to end customer to avoid jeopardizing future profits. Indeed,
people tend to get used to those promotions and refrain from buying a product when it is not on sale.
Distribution channel
Here are the potential channels:
Marjane stores are usually located just outside the city. These stores are comparable to the US
stores. They are easily accessible by car and have big parking lots. There are up to two or three
Marjane stores per city (especially in Rabat and Casablanca). These stores are owned by the
biggest Moroccan holding, ONA. They carry many of the group's products. They offer a large
array of products including imported goods and high quality products. The price range is usually
large as imported goods are sold for higher prices, whereas label products are less expensive and
more affordable for the middle class. According to our first-hand market analysis, it is very
important to have our products sold in this chain since most of the frozen food customers shop
there.
* Aswak Assalam (AS) stores are owned by Chaabi enterprise. There are fewer AS stores than
Marjane's and they are located in fewer cities. The array of products offered is smaller than that
carried by Marjane. The stores are usually smaller and closer to the inner city where public
transportation is available.
* Label Vie stores are small stores located inside cities. There are many stores within each city and
the products sold vary with the locations and the target customer. There are few choices in each
product section. This is especially true for the frozen food area: one refrigerator usually displays
all the products. French fries and fish are two products usually offered in two or three sizes and
brands. Many of the products displayed are imported from France, as Label Vie has an agreement
with the French company Carrefour and carries many of its frozen foods, including ready meals.
Because those products are mainly imported, their price is very high. Label vie also carries some
of the local producers' products. It would be hard to convince the purchasing team to carry new
products unless they are different from the current products offered or less expensive, while being
of the same quality.
* Carrefour Morocco is held by the same group as Label Vie. Stores' sizes are equivalent to those of
Marjane. So is the variety of products. They sell mainly Carrefour products (imported from
France) along with some local producers' products. There is only one Carrefour store; it is in the
Rabat region.
Other potential distribution channels include independent mid to small sized grocery stores and
convenience store chains.
> How do the supermarkets chains select the products they carry in their stores?
In order to have Chiwate's products carried by a grocery store, we must convince the purchasing
manager to meet with us. Using our network can be helpful but it is not necessary as purchasing
managers are willing to meet with startups and sense the new market trends. The objective of such a
meeting is to convince the manager of the uniqueness of our product. Comparisons with the existing
offer, including quality and price of the competitors, is required to keep his interest. Once he decides
that our products are worth his time, he and his team run some tests to ensure that the quality
corresponds to their standards. They also do an analysis of the market.
Based on those two criteria and on their evaluation of the sales and turnover rate, they decide
whether or not to carry the products in their stores. Packaging and product originality can help
convince the team. Because the stores do not have high margins per product they look for high-
turnover products. The purchasing team must believe that we want to invest a large amount of
money in marketing to increase the volume sales.
If the team considers that the product is worth the investment, the price negotiation phase starts.
The store team uses the product benchmark to decrease the prices. Its bargaining power is strong
given that there are only four main grocery store chains in Morocco.
However, once the store manager chooses to carry the product, there is no deadline to sell it. If
they believe that the product is promising, they would also invest heavily in marketing and include
the product in their flyers and brochures... They could use the same tools to get rid of the inventory.
Processed food is directed to B+ clients (middle to high income clients). It would only be carried
in supermarkets where B+ clients are the target customers. Choosing whether or not to sell a new
15product in this category involves benchmarking as well as taste tests
> Why would they choose Chiwate's products?
The current product-line is restricted. It is primarily composed of fish, seafood, vegetables, and
imported ready meals. The last category is mainly targeted at very high income and the expatriate
population of the main cities.
Chiwate is positioned in a niche market and offers products that are not competing directly with
any of the current products available in the market. It is a great opportunity for the grocery stores to
diversify their offering and to better meet the demand of an increasing percentage of the population.
1 Source: Based on interview conducted with Label Vie personnel in December 2010
Management Team and Hiring Plan
Because the project involves product development as well as production, it requires a team with
diverse background:
- a business oriented manager, Leila MIRI, co-founder, will deal during the first year with the
business development, the sales, marketing as well as the fundraising;
- an engineer, Salima RAMI, co-founder, will provide the technical background necessary for the
development of the firm, while helping with the operational and supply chain side of the business.
Biographies of the founders
Leila Miri is a graduate student of MIT Sloan, pursuing a Master of Science in Management
Studies as a part of her education at HEC Paris. She worked in 2010 as an intern at Boston
Consulting Group and Deloitte, dealing with strategic and operational issues. She interned in a
newly created department within Amundi where she took care of the communication aspects as well
as the marketing side of the Exchanged Traded Funds business. She is used to the startup
configuration and has a generalist background, which will be helpful when she takes care of those
aspects at Chiwate.
Salima Rami is a graduate student at University of South Florida pursuing an MS in Engineering
Management. She has a bachelor's degree in Industrial Engineering. In her capstone class, she
created a startup that redesigned, optimized and manufactured a new product. She also came up with
a strong business plan to market the product. Being an industrial engineer has given her a strong
technical background, while studying engineering management has taught her great managerial
skills.
The co-founders worked together on several projects including a study of the investment
environment and processes in Morocco for potential investors in 2008.
Recruitment
> Year I
Nutritionist: Chiwate will only launch two products the first year and two the second one. While
the help of a nutritionist is essential for the product development, we will not need her/his help
during the marketing and production phase. We can always consult her/him if a question arises but
there is no need to fill this position at the early stages of the company's life, especially since we
want to keep the costs down. The process is simple: the supplier's cook creates a recipe along with
the nutritionist. This will not take more than 10-15 hours before each product-launch.
It is not guaranteed that we will find someone who has a significant experience in the frozen food
or the processed food industry. Collaborating with such a nutritionist would be ideal for us since
she/he would provide our team with expertise in the field. We will use references and word of mouth
for this recruitment. However, it might take a long time to find the right candidate. A viable
alternative would be to work with someone with little expertise who has just graduated. This would
enable us to save on the nutritionist's fees, have a shorter recruitment process, and benefit from the
creativity of a new nutritionist. Posting a job description in appropriate schools and doing on-
campus recruitments can be very helpful.
Cook: During the first year, Chiwate will have to recruit a cook as well as "support" personnel for
the production site. Finding the right people is necessary to insure the in-sourcing of the production
at the beginning of Year 2. The recruitment will be done through word of mouth, since there is no
major cooking school in Morocco. While the cook and the support personnel should have some
expertise in Moroccan cuisine, they are not likely to have any educational background.
> Year 2
A dedicated salesperson will be very valuable to develop a long-term relationship with the clients,
which will secure the adoption of new products. He will work with the business developer, Leila
Miri to make sure the grocery store chains' needs in terms of product quality and variety of products
are fulfilled. Such a salesperson must have either sales experience or be a formal employee of a
grocery store chain (purchasing manager would be ideal). Indeed, because the salesperson will
interact with the client, he must have some knowledge of the purchasing process within retail
companies.
Additionally, it will be necessary to recruit more people for the production site since the
production will be growing fast.
> Years 3 and 4
We will need to recruit additional support personnel in years 3 and 4.
Table 7: Staff size (#)
Breakdown of labor Year 1 Year 2 Year 3 Year 4
Management 2~ :2
Sales & marketing 0 1 1 1
Support 1 2 4 7
Nutritionist (contract) 1 1 0 1
Table given in units
Advisory board
Abderahmane Boughaleb worked in the Private Equity department of a major bank in Morocco.
He currently works in a startup in the agriculture and food sector. Abderahmane has a good
knowledge of the financing opportunities in the food industry. As a former PE, he knows quite well
what are the funding requirements for a venture like ours. He also benefits from a good network in
the food industry.
Amine Achour worked as a Project Manager in the Minister of Agriculture. Amine created his
own agriculture company. The company firstly focused on grapes, but recently started cultivating
dates. Amine holds an MBA and managed several companies in the Services field.
Financial Forecasts and Assumptions
The following sections describe the assumptions behind the income statement, balance sheet and
cash-flow statement (see exhibits) as well as the sensitivities of these assumptions.
Income statement
Refer to Exhibit I for the income statement details.
Revenue
Our research on the decision making process of the grocery store chains revealed that Chiwate will
not have its first sales before the 8th month of the first year. Indeed, it will take two months to sign
the contract with the caterer and finalize the recipes. Several months will also be necessary for the
grocery stores to test the products, get approval from the hierarchy, and sell it in their channels.
Eight months seems therefore like a reasonable timeline. The first year-and-half, only two products
will be sold. Two other products will be launched in Year 2.
According to this survey, 80% of our customers would buy more than one product every month,
while 30% of them would buy more than 4 products per month. The average customer would buy 3
products per month.
We think that Chiwate could capture 10% of the market as defined in the first section (10% of five
hundred thousand people) by the end of the fourth year. Each consumer at that point will be buying
five products per year, on average. We believe that 20% of our customers will be frequent buyers,
purchasing more than one product per month' 6 . This is the segment we can rely on for word of
mouth and promotion of our products. The remaining 80% would buy 3 products per year. Those
would be one-time buyers or new customers that had just discovered our products. By the end of
Year 5, the number of products purchased per customer will certainly be around 7 to 8 products per
year, which would result in the increase of the size of the first segment mentioned.
Chiwate's revenue is based on the prices defined in an earlier section (see Exhibit 9 for more
details) as well as the following volume assumptions:
16 The willingness to buy a product is generally higher in the market study than in the reality. The
volumes assumed take thus into account this input by envisaging a "worst-case" scenario.
Table 8: Sales volumes (# per month and per day)
Production Year 1 Year 2 Year 3 Year 4
Units per month 1,359 4,648 10,142 20,342
Units per day 54 186 406 814
Ta it peas an fod % l 8g
Tajine with chicken and olives for 2-3 persons - 19 68 150
4 Chit.eihpa4tilfa fb1ej t 0i soW_, 4,f6
4 Fish pastilla for 1 person 26 69 150 294
Table given in units
Based on these volumes, Chiwate will have the following share of the frozen food end-
consumer market:
Table 9: Chiwate's market share of the end consumers' market (MMAD and %)
Year1 Year2 Year3 Year4
Total, iarke 
-size -- -j4
Professional market 379 443 519 607
7 I; End~conskumer 5§t> ~O 13
Chiwate's revenue 0.4 4.2 8.9 17.3
C~e~marke ahir
Table given in million dirhams and percentages (MMAD and %)
Cost of goods sold
Ingredients costs
- During the first year: price of the prepared product bought from the caterer
- After the first year: cost of the ingredients used to manufacture the product in-house.
These costs are based on current retail prices. Thanks to the increasing volume, it is expected that
the prices will be lower than assumed for these forecasts. 17
V Labor costs
- During the first year, Chiwate will outsource its production and does not need any in-house
capacity. We will however have one person to deal with the inventory.
- Cost of labor is applicable starting from Year 2. It includes the wages of the cook and the
support personnel (two in Year 2, four in Year 3 and seven in Year 4). The number of
support persons is based on an assumption of 120 products (maximum) produced per
person and per day (ten hours), including preparation and packaging time.
17 Retail prices were used for the forecasts
/ Transportation costs: wage of the delivery driver, cost of gas and maintenance of the car. It
includes the transport to the grocery store chains warehouses only. The grocery store chains
take care of the final distribution to the stores (first hand research). We thus need one delivery
driver to transport the products to the grocery chain's distribution platform once a week and to
obtain the ingredients needed for the preparation of the products (if not delivered).
The following table displays the evolution of the personnel costs for the manufacturing and
distribution/transportation:
Table 10: Labor cost (KMAD)
Labor breakdown Year 1 Year 2 Year 3 Year 4
Manufacturing 12 227 318 458
Cook - 151 159 167
Support 12 76 159 292
Distribution 12 38 40 42
Driver 12 38 40 42
Tota 24 357 500
Table given in thousand dirhams (KMAD)
The gross margin is low during Year 1 and increases in Year 2 with the setting up of Chiwate 's
own production capacity. Economies of scale and scope are expected, especially for the ingredients
costs, starting from the third year.
Other costs
The other-costs breakdown is presented in the following table. It is based on the assumption of
personnel presented in the previous sections of the business plan.
Table 11: Other costs (KMAD)
Year 1 Year 2 Year 3 Year4
S$aes and gaketing 282 548 515 57
Marketing expenses 282 233 184 229
Personnel - 315 331 347
SGen~eraland ad3ministatv expenses 6,98 ,924 959 ~994~
Rent 30 120 120 120
Utilities 42 120 120 120
Maintenance 17 39 43 45
Insurance 6 12 12 12
Personnel 603 633 665 698
Table given in thousand dirhams (KMAD)
- Provisions
/ Bad debt: Chiwate is mainly going to deal with big grocery store chains. The risk of not
recovering the accounts receivable is therefore low. We will assume that 2% of the total revenue
every month might not be recovered.
/ Taxes: Represent 30% of the profit and include all taxes.
Interests
Chiwate will contract a loan during the first year to buy the equipment necessary to launch the
business. The interest rate is projected to be around 10% per year. Chiwate will pay it back after the
fourth year.
Cash-flow analysis
Refer to Exhibit 1 for the income statement details.
* Collection of receivables and trade discounts
The cash-flow presented is based on a 60 days client payment, on-the-spot payment made to
suppliers, and one month's inventory. These are conservative assumptions since the clients'
payments should occur within 45 days after delivery, the payments to suppliers should be made
within 45 days, and the inventory shouldn't exceed two weeks, especially during the first year.
e Operating expenses and variable costs
Staff wages represent a significant portion of our operating expenses. Chiwate is paying its
low-skilled employees (support and drivers) 30% more than the minimum wage (minimum wage
was around 2,300 MAD in 2011) and intends to keep this HR policy. Salaries will be raised by 5%
every year to maintain competitive compensation and keep key talent and experienced staff. This
will enable us to increase our productivity and obtain higher savings in the production process.
Retaining employees is a major problem in Morocco and keeping them happy through attractive
salaries is essential.
Most of the other operating costs will also increase as the company grows, including
equipment maintenance, rental costs, and insurance. We foresee needing a larger space by Year 2,
with the in-sourcing of the production and perhaps again in Year 5 with the projected major increase
in production. Marketing expenses will be high during the first and second year to support the
introduction of the new products and the organization of the in-store tastings.
Capital equipment
The purchase of capital equipment accounts for the bulk of our expenses. The main acquisitions
will be made during the first and second years, the capital expenses being minor during the
following two years. Capital equipment purchases will occur once a year at the start of the first
quarter.
Because the major parts of the production are going to be outsourced the first year, the investment
costs are expected to be relatively low that year. The only expensive equipment to buy is the
packaging machine, cold room and refrigerators. The first year equipment will thus enable us to
store and package the goods purchased from the caterer. The packaging equipment will be placed at
the caterer site during the first year since he will take care of the packaging too.
After the first year, an increase of sales is expected. It will then make sense to have more
equipment and to start the production in-house. Buying the requisite equipment becomes necessary
("other equipment"). It includes stoves, ovens, and pans. The equipment bought during the second
year will be used for the production itself.
The objective of such an investment strategy is to spread out the investments over time, allowing
an exit anytime. If one milestone is not hit, there is no need to make additional acquisitions.
Table 13 displays the capital costs necessary for the first four years.
Table 12: Equipment purchases (KMAD)
Packaging and cooking machines 54 54 27 -
Refrigerator 8 - - -
Cold room 60 120 - -
Panel van (with frozen space) 40 - - -
Other equipment 5 50 9 20
Table given in thousand dirhams (KMAD)
Cash-flow and income statement sensitivity to different assumptions
Two crucial parameters that could significantly affect our cash-flows are the products' prices and
volumes. The current pricing and volume assumptions are based on the customers' willingness to
pay, as expressed in the survey.
Cash-flow and net income are highly sensitive to volume and cost changes. They are less affected
by volume change, as long as it does not exceed 20/30%. It is however particularly sensitive to price
decrease.
If we increase or cut the price of all products by 20%, or divide the volume by two without
changing any other assumptions, Chiwate will not break even in the first four years. In Year 2,
Chiwate's net income would be around -200k to -300k under these new assumptions vs. around 0 for
the base scenario. Cash-flow at the end of Year 4 would be around -3 to -4 millions in Year 4 (with
no investment).
Nevertheless, Chiwate will certainly not keep the same structure if the selling price is that low. For
example, we would not launch certain products or would stop the sales of the low-margin dishes to
increase Chiwate margin and limit the required investments. We would recruit fewer staff and invest
less if the sales were half the forecasted sales. Increasing the prices remains a possibility if the costs
are higher, as consumers would compare our products to the other available options, which would be
more expensive too.
Figure 6: Cash-flow sensitivity to volume change (cumulative cash-flow)
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Figure 7: Net income sensitivity to volume change
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Figure 8: Cash-flow sensitivity to price change (cumulative CF)
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Figure 9: Net income sensitivity to price change
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Figure 10: Cash-flow sensitivity to cost increase (cumulative CF)
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Figure 11: Net income sensitivity to cost increase
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Figure 12: Cash-flow sensitivity to volume decrease and cost increase (cumulative CF)
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Figure 13: Net income sensitivity to volume decrease and cost increase
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Figure 14: Cash-flow sensitivity to volume and price decrease (cumulative CF)
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Figure 15: Net income sensitivity to volume and price decrease
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Breakeven analysis
The chart below illustrates our anticipated cash-flow excluding financing activities. On a cash
accounting basis, sustainable positive cash-flow is estimated to begin in the first half of the third
year. Cumulative cash-flow break-even will occur at the same period during the fourth year.
Figure 16: Net and cumulative cash-flow evolution
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Ownership
At the outset, the company will be divided between the two founders (75% Leila, 25% Salima).
We hope to raise 1,500,000 MAD through the contributions of the founders, friends, and family.
We will take out an initial bank loan of 500,000 MAD for the purchase of capital equipment and the
launch of the activities during the first year. Additionally, we expect to find 1,700,000 MAD
additional funding by Year 2, which will bring us to the generation of positive cash-flow. We will
reach out to private investors, current players in the frozen food market, and private equity firms'" to
obtain it.
The P&L will be monitored on a monthly basis by the management team. The reports will include
the purchases by Chiwate as well as the orders of its clients.
The sales data would be collected directly by the management team in the first year and later on by
the salesperson, who would then transmit a weekly report to the management team using a
predefined template.
The cost of goods sold will be monitored by the production manager who will report to the CEO.
The production manager and the CEO will take action if the costs or sales deviate from the forecasts.
18 Private equity firms have a different positioning in Morocco than in the US. This is mainly due
to the opportunities in the market. For example, there are very few new technology investments. See
the advisory board section for additional information.
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Exhibit 1: Financial statements
Income statement:
Year 1 Year 2 Year 2 Year 3 Year 3 Year 4
Q1 Q2 Q3 Q4 Total Q1 Q2 Q3 Q4 Total
Revenue 429 859 1,006 1,153 1,153 4,171 2,222 2,222 2,222 2,222 8,889 17,269
Net sales 429 859 1,006 1,153 1,153 4,171 2,222 2,222 2,222 2,222 8,889 17,269
Revenue for seafood pastilla 317 619 619 619 619 2,474 1,241 1,241 1,241 1,241 4,965 9,691
Revenue for tajine w/ peas 112 240 240 240 240 960 342 342 342 342 1,368 2,964
Revenue for chicken pastilla - - 103 205 205 513 446 446 446 446 1,785 2,904
Revenue for tajine w/ chicken - - 45 89 89 223 193 193 193 193 771 1,710
Cost of sales 341 601 682 764 764 2,811 1,463 1,463 1,463 1,463 5,852 9,969
Cost of ingredients 307 532 614 695 695 2,537 1,371 1,371 1,371 1,371 5,484 9,458
Cost of ingredients - seafood pastilla 237 412 412 412 412 1,650 846 846 846 846 3,385 5,726
Costofingredients-fortajinew/peas 70 120 120 120 120 480 180 180 180 180 720 1,482
Cost of ingredients - chicken pastilla - - 61 123 123 307 254 254 254 254 1,014 1,485
Cost of ingredients - tajine w/ chicken - - 20 40 40 100 91 91 91 91 365 765
Cost of manufacturing (labor) 12 57 57 57 57 227 79 79 79 79 318 458
Total costs of Transportation 22 12 12 12 12 48 12 12 12 12 50 52
Gross Margin 87 258 323 389 389 1,359 759 759 759 759 3,037 7,300
% 20% 30% 32% 34% 34% 33% 34% 34% 34% 34% 34% 42%
Selling, general & administrative
expenses 980 368 368 368 368 1,472 368 368 368 368 1,474 1,570
Sales and Marketing 282 137 137 137 137 548 129 129 129 129 515 576
General and administrative expenses 698 231 231 231 231 924 240 240 240 240 959 994
EBITDA (893) (110) (45) 21 21 (112) 391 391 391 391 1,563 5,730
Depreciation and amortization 33 20 20 20 20 78 21 21 21 21 85 89
Provisions for non paid accounts - 17 20 23 23 83 44 44 44 44 178 345
EBIT (926) (147) (84) (21) (21) (274) 325 325 325 325 1,300 5,295
Provisions for taxes - - - - - - 108 108 108 108 433 1,765
Interests 38 13 13 13 13 50 12 11 10 9 40 13
Net Profit (loss) (963) (160) (97) (34) (34) (324) 205 206 207 208 827 3,517
Cash-flow statement:
Operating activities
Net Profit (loss)
Depreciation and amortization
Provision for Taxes
Taxes paid
Var working capital
Investing activities
Financing activities
Owner Contribution
Bank loan
VC
Increase (decrease) in cash
Beginning cash balance
Ending cash balance
Year 1
End Y1
(1,431)
(963)
33
Year 2
Q1
(547)
(160)
20
(500) (407)
(167) (224)
2,000 1,700
1,500
500
- 1,700
402 929
- 402
402 1,331
Q2
(224)
(97)
20
Q3
(112)
(34)
20
Q4
(371)
(34)
20
Year 2.
End Y2
(1,255)
(324)
78.
(147) (98) (356) (1,009)
- -
- (224)
- - - 1,700
(224)
1,331
1,107
(112)
1,107
994
(371)
994
624
1,700
221
402
624
Year 3
Q1
(378)
205
21
108
(713)
(36)
(40)
Q2
336
206
21
108
Year 3 Year 4
Q3
337
207
21
108
(40) (40)
(40) (40) (40)
(454)
624
170
296
170
466
297
466
762
Q4
839
208
21
108
501
(40)
(40)
799
762
1,561
End Y3
1,134
827
85
433
(212)
(36)
(160)
End Y4
3,520
3,517
89
1,765
433
(1,419)
(20)
(340)
(160) (340)
938
624
1,561
3,160
1,561
4,721
.................... 1 1 ............ ........................  ........ ....... .........................  ..... .
........... .. . . ...... ................................  ....................
Balance sheet:
Assets
Fixed assets
Equipment
Depreciation
Inventory
Current assets
Accounts receivable
Cash
Equity & Liabilities
Shareholder Equity
Capital
Retained earnings
Net Profit
Liabilities
Bankloan
Liabilities and assets for current tax
Accounts payable
Provisions for continuing operations
1,481
981
1,500
(519)
500
500
1,037
537
1,500
(519)
(444)
500
500
2,517
1,980
3,200
(963)
(256)
537
500
2,496
1,912
3,200
(1,220)
(68)
583
500
3,774
2,739
3,200
(1,288)
827
1,034
340
433
8,628
6,256
3,200
(461)
3,517
2,372
1,765
83 261 607
Year 1 Year 2
Semester 1
1,481
186
167
(17)
36
1,295
1,295
Semester 2
1,037
420
167
(33.40)
286
617
214
402
Semester 1
2,517
703
391
(72.50)
384
1,815
708
1,107
Semester 2
2,496
1,020
391
(111.60)
741
1,476
852
624
Year 3
3,774
470
427
(197.00)
240
3,304
1,743
1,561
Year 4
8,628
422
447
(286.40)
262
8,206
3,485
4,721
.. ... .....   ...... 1:1  . .. -,
Exhibit 2: Example of imported products sold in Marjane
Exhibit 3: Survey details
Survey methodology: The survey was sent to friends and family who themselves forwarded it to
their relatives. It was made clear that the survey was anonymous and for an academic purpose only
(to avoid conflicts of interest). People were invited to send an email if they had any question. The
introductory paragraph asked for an honest opinion and clarified the purpose of the survey. The
survey was available to take during two months and one reminder was sent.
Demographics:
All the 44 respondents are people currently living in Morocco and belong to the targeted segment
(high-income population). Below are some details:
o Women (-70%)
o 20 to 30 years old (-70%)
o Students (-70%)
Buying habits: -65% of the total respondents currently buy frozen products (same interest among
students and working respondents), compared to -10% national penetration rate (according to
IWASHI).
Interest: -73% of the people surveyed will be interested in Moroccan frozen food.
o -75% of students (total surveyed= 32)
o -73% of working women and working men (total surveyed= 11)
o The only non-working person surveyed was not interested in Moroccan frozen food
The survey highlights an important fact: even if the prices of frozen food are still somewhat high,
students buy this type of product. There is therefore a high probability that this population will
continue to buy our products later if they do so while they are students.
Chiwate will not rely exclusively on the student population for its sales. However, this group will
belong to the active population after a few years and winning those sales constitutes a big
opportunity for us.
Also, because students are usually more price-sensitive, the pricing defined by Chiwate based on
this survey, is projected to be lower than the maximum price that the working population is willing
to pay.
Exhibit 4: Interview summary
In order to confirm the results of the survey, we conducted nine interviews with working women
within the target population. The main objective was to make sure that the working population (and
not only the students) is really willing to purchase this product.
Out of nine, five were interested right away in the idea of having frozen Moroccan dishes. We had
to explain the idea in more details to get the buy-in of two respondents. The remaining two indicated
that this type of product would not correspond to their needs.
The five women who were attracted by our offer believe that Chiwate could be a good and cheap
way to have Moroccan food. The only condition to their purchase is that they should like the taste of
the products, which is obviously a criterion for all ready meal purchases.
As for the two people who were not interested in the product, they claimed that the quality of
frozen food does not correspond to their needs and that they would rather have fresh products as a
general rule. They also said that they had enough time to cook the dishes themselves on a regular
basis.
The remaining two persons changed their minds because they realized that they already used
frozen Moroccan food when they froze the products themselves after either buying them or
preparing them. What attracts them in Chiwate is the ability to have a product that is healthier than
the products they currently have (for example pastillas get wet if they are frozen at home).
These interviews confirmed the survey's findings and the segmentation that we came up with in
this business plan.
Exhibit 6: Company profile Amandine SA
Brand: Amandine
Created in 2000, Amandine is a subsidiary of Intermarche, a French supermarket chain that carries
mainly its own label products. It benefits from the experience, knowledge and expertise of
Intermarche in processing food and could benefit from economies of scale since it is likely to export
a part of its production to France.
Amandine SA is a well-established brand. It snatched the leading position in frozen processed
food in 2008, after holding the second position for seven years. Since 2008, it leads the market,
holding 16% market share. It benefits from two main competitive advantages: its well established
distribution channel and its low-price strategy. This strategy is facilitated by its local production, as
Amandine does not face the same cost structure as the previous market leader, who sold imported
goods. It also benefits from its recognized brand especially in the frozen processed fish and seafood
sector and from the large variety of products offered to the customer. Its offer covers the "classical"
products such as calamari and shrimp, which are very popular in Morocco, as well as redfish,
prawns, whiting and sole...
Example of Amandine product
(carried by Marjane)
Amandine cultivates the belief among its customers that frozen fish and seafood are healthier by
displaying the products in transparent packaging. The packaging also encourages the clients to buy
the products since they are processed and do not need any cleaning or advance preparation. One
should indeed know that the next best solution for the customer is to buy fresh fish or seafood and
clean it, which is obviously very time-consuming.
Source: Euromonitor international from trade sources/national statistics, 2010. "Frozen Processed
Food - Morocco" report
Exhibit 5: Evolution of market shares in the frozen food market (2001-2009)
Company Shares (by Global Brand Owner) * Retail Value RSP * /o breakdown
2001 2002 2003 2004 2005 2006 2007 2008 2009
Morocco
Frozen Processed Food
Amandine SA
Hafsa Samak
NV Mydibel SA
Fisher King Maroc
Frigorifique Bouzargtoun SA
King Generation SA
Frinca Maroc
Eurofreeze NV SA
Contimax SA
Freiberger Lebensmittel GmbH & Co KG
Covem SA
Delice Food SA
Multifoods SA
McCain Foods Ltd
Frimer SARL
Farm Frites Beheer BV
Copralim SA
BCI Food SA
Mipromer SA
Royal Cosun
Iwashi Maroc SA
Gdneral Foods SARL
Marogel
Path'ys SA
Frigo Porn
Crispo Denmark A/S
Ibergel SA
Marona SA
Procalim SARL
Sadia SA
Sepomer Sahara
Frumat SA
Cebeco Handelsraad BA
Private Label
Others
Total
12.0 11.8 11.0 10.6 10.3 11.2 11.7 15.6
6.0 7.4 8.3 7.1 6.2 6.3 7.7 11.2
0.8 0.7 0.5 0.4 0.7 1.0 1.2 9.3
16.4 17.1 16.5 17.9 16.9 17.2 15.8 7.0
2.2 3.1 2.6 2.2 1.8 1.3 1.6 5.4
2.6 2.3 2.4 2.3 2.5 2.6 3.1 5.1
6.5 5.3 4.6 4.1 3.6 3.4 3.1 2.4
1.1 1.1 1.2 1.6 1.8 2.3 2.6 1.6
2.2 2.0 1.8 1.6 1.5 1.4 1.2 1.6
- - - - 0.2 0.7 0.8
1.6 1.7 2.1 2.2 2.2 2.2 2.3 0.7
1.8 1.5 1.7 1.6 1.6 1.3 1.2 0.7
- 1.8 3.5 6.7 6.7 6.3 0.5
4.8 4.9 4.3 4.1 3.9 3.8 3.7 0.6
0.4 0.6 0.5 0.5 0.6 0.6 0.7 0.5
1.7 2.0 2.6 2.7 2.4 2.3 2.2 0.5
- - - - - - 0.2
- - - - 0.2
15.8
11.3
9.3
7.1
5.6
5.1
2.7
1.7
1.6
0.8
0.7
0.7
0.6
0.6
0.5
0.4
0.2
0.2
- - - - - - 2.4 0.2
1.6 1.6 1.6 1.5 1.0 0.8 0.1 0.2
- - - - - - 0.6 0.2
1.4 1.3 1.0 0.9 0.9 0.8 0.7 0.1 0.1
0.2 0.2 0.2 0.3 0.3 0.3 0.3 0.1 0.1
- - - - - - - 0.1 0.1
0.4 0.4 0.3 0.3 0.2 0.2 0.1 0.0 0.0
0.3 0.5 0.7 0.8 0.9 1.0 1.0 0.0 0.0
1.0 0.9 0.8 0.7 0.6 0.6 0.1 0.0 0.0
- - - 1.3 -
- - - - - - - 0.2 -
- - - - 0.1 0.1 0.0 -
3.9 2.8 2.3 2.1 1.8 1.3 0.9 -
0.5 0.4 0.3 0.1 - - - - -
1.7 - - - - - - -
0.3 0.3 0.3 0.3 0.3 0.3 0.2 0.0 0.0
30.1 30.3 30.5 30.3 30.7 30.7 30.6 30.9 34.1
100.0 100.0 100.0 100.0 100.0 100.0 100.0 100.0 100.0
Sources:
1. Packaged Food: Euromonitor from trade sources/national statistics
@2010 Euromonitor International
Exhibit 7: Company profile Hafsa Samac
Brand: Hafsa Samac
Hafsa Samac is a well-established brand in the fish and seafood market. It sells seafood as a
wholesaler and retailer, as suggested by its brand name ("Samac" means "fish" in Arabic). Since
2008, it has recorded I 1% market share and has positioned itself as the second player in the frozen
food market. It benefits from its strong brand in the frozen fish and seafood sector.
Hafsa Samac has a good distribution channel (all the grocery store chains carry its products). It
also has a low-price positioning and a very aggressive marketing strategy. For example, in
September 2010, its products were on sale in all the grocery store chains. This pricing strategy is
sustained by the economies of scale it realizes through high sales to both professionals and end
consumers.
The packaging is the same as that of Amandine Brand. They both use the transparent bags to
attract customers to the preprocessed fish and seafood.
Hafsa Samac
Source: Euromonitor international from trade sources/national statistics, 2010. "Frozen Processed
Food - Morocco" report
Exhibit 8: Company profile NV Mydibel SA
Brand: Mydibel
NV Mydibel SA is a subsidiary of Mydibel, a Belgium company specializing in frozen potatoes:
French fries, mashed potatoes, potato flakes and granules. It benefits from the brand image of
Belgian fries and is likely to have low costs thanks to its high volume (it only manufactures potato-
based products and sells them in different regions of the world).
In Morocco, it recorded its largest share increase in 2008, obtaining 9.3% market share, while it
only had 1.2% the year before. Its market share remained constant in 2009.
Contrary to the two market leaders, Mydibel's packaging is easily recognizable, yellow and green
or blue, and displays the "Belgium brand." The packaging displays pictures of the product, but the
packaging is not transparent. It seems that Mydibel uses the same packaging for its international
sales since the content is described in several languages, including French and Arabic.
Products are usually available in two sizes, 1kg and 2.5kg. The potatoes are priced around 30MAD
for 1kg compared to 30MAD for Mydibel, 17MAD for TAM or Green Table, and the equivalent of
40MAD for McCain.
Source: Euromonitor international from trade sources/national statistics, 2010. "Frozen Processed
Food - Morocco" report
Exhibit 9: Willingness to pay
1. Survey results, willingness to pay for individual Seafood pastilla
Range price (MAD) # Respondents % Total interested
Less than 25 8 36%
25-50 6 27%
51-75 5 23%
76-100 3 14%
Totalinterested 22
2. Survey results, willingness to pay for individual chicken pastill
Range price (MAD) # Respondents % Total interested
Less than 25 8 53%
25-50 3 20%
51-75 3 20%
76-100 0 0%
More than 100 1 7%
Total interested 15
3. Survey results, willingness to pay for a five-persons peas tajine
Range price (MAD) # Respondents % Total interested
25-50 3 30%
51-75 2 20%
76-100 5 50%
More than 100 0 0%
Total 10
4. Survey results, willingness to pay for a five-persons chicken tajine
A
Range price (MAD) # Respondents % Total interested
Less than 25 3 26%
25-50 4 33%
51-75 4 33%
76-100 1 8%
More than 100 0 0%
Total 12
